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Preface

| chose to look at orgarizatona charge stategies br acqusition reform dueto the
erormity of the clarge eform required of the acqusition community. The Congressard
Depatment of Defense have made many previous attempts at acquisition reform; most
have had a limited effect. In order to make sure our current reform efforts make positive,
lasting charges,we nust simultareously trarsform the acqusition cukture. To dat, | have
seenlittle atention paid to cultural charge aspea. To that erd, | offer same ideas ér
organizations undergoing change for acquisition reform.

| would like to thank the following people for their help in this project. Frst | want
to express my gatitude to Lt Col Mike White and Mg Heidi Beason from the Human
Systens program office, Brooks Air Force Base,Texas. They senved as est subjects for
my interview guide development, and their comments were essential in its refinement.
Also, | wart to thark Mr Terry Little, Mr OscarSoler, ard the ertire Jant Direct Attack
Munitions program office for taking the time to tdk with me. Their information was
freely given and very helpful in completing this research. Any errors in interpreting their

information are mine.
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Abstract

The post cdd war ernvironment ard reduced lidges have forced te military to
implement acquisition reform.  While the Depatment of Defense has achieved some
successthe pace b reform is siill relatively slow and some concern exists about the
reform’'s breadh and deph. The reseach presemed here attempts to help metters by
proposing core competencies for organizations undergoing change for acquisition reform.

These coe competercies ae deived from a campatison of theay with actal
practice. A discussbn of posshble clarge strategies slows various nethods b acheve
Lewin's framewark of organzational charge: unfreezing the system movement towards a
new orientation, ard refreezng new behaviors aml atitudes. These gtategies ae
comparedwith the case aidy of successfl acqusition reform implementation in the Jont
Direct Attack Munitions (JDAM) program office.

Resuls slow a sekcive aml tailored use 6 the charge stategies pesemed. The
JDAM program office phced paicular enphass on creaing a seee d urgercy,
communicating a vsion, akering key managenent processesand atempting to overcome
defensive reamning. Yet, their method of enployment suggess strict adlerence to a
particular step-by-step set of strategies may not work for other organizations.

Howewer, the results also sugges that there ae overarching cae competercies for
successfl organzaional charge. These ag: Creaing urgercy, communicaing a vision,

setting and meeting high standards, teamwork, and constant innovation.
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Chapter 1

Intr oduction and Background

The continuousimprovementof the acquigion proces that hasbeen
occuring wth the DOD on an ongoing basis no longersufficient. We
must now totally re-engineer the system.

—Colleen Preston
Deputy Undersecretary of Defense for Acquisition Reform

Paost cdd war national secuiity requirements, downsizing, and budgetreductions have
drastically dtered the acquisition environment. To adjug to this new Stuation, the
Depatment of Defense (DOD) beganmaking major chargesto the acqusition proces in
1994. To dae the Air Force (AF) has expelierced nany succeses, but the paceof reform
is still relatively slow and some concern exists about the reform’s breadth and depth. To
that end, the research presented here will try to help the Stuation by proposing core
competercties for orgarizations trying to implement positive ard susained acqusition
reform.

Before making this proposdl, it is important to lay some groundwork. First, a brief
synopsk of acqusition reform is presemed. A review d prominert charge stategies
follows this synopss. These dtategies seve as ke theary behind orgarizatona charge.
This theary is then compared © acual practice ty studying successfl acqusition reform

implementation in the Joint Direct Attack Munition (JDAM) program. Based on this



compatison, a setof core competercies br organizaions undergoing drasic charge is

proposed.Finally, areas requiring further research are addressed at the end of this paper.

Acquisition Reform Background

Why Reform?

Our success in the Gulf War dong with post Cold War redlities leave the military in
somewhat of a dchotomy. The DOD lemains committed to a lean high tecmology force,
but facescontinued budgetpressure. In fiscal year (FY) 1997, defense perding will be
40% lower than FY 1985 Moreover, the piocurenert budgetwill be 60% lower than
FY 19857

Ohtaining high tecmology equpment with such low budgest poses difficulties for the
acqusition system First, acquring such systens is expersive. Hopeiully the day of $600
hamme's are past. But the acquisition system 4ill in curs large overhead costs—30%-40%
compared D 10% in private industy.> The system also has long acqusition cycle times.
It typicaly takes eght to ten yeass to field a sptem while commercia techology takes
only three b four yeas! Inability to obtain state-of-the-art commercial technology
exacebates the cost ard time problems. Due b complex government rules ard oversight,
many companies will not do business with the DOD.

A myriad d other problems exst, but the ottom line, as sated ty Secretary of
Defense Perry, is: “In today’s environment the current process will not always be able to
meet the Depatment’s need. DOD will not be able to carry out this blueprint, without
dramatic charges i its acqusition processe$’ Because le acqusition system is not

functioning properly, the DOD has implemented acquisition reform as a solution.



What is Acquisition Reform?

Acquisition reform is anattempt by the DOD b re-engineerthe acqusition systemto
meet the clallenges mentioned albve. The DOD has creaked the overall structure of
reform. See Appendix A for the AF implementation of acquisition reform.

Badgc DOD acqusition reform principlescover what we buy ard how we huy it. New
pracices erphasize he use 6 commercial pracices’ commercial specifications® ard
commecial produds.’ New regulations aso call for streamlining the acquisition process
largely through government indudry teanwork, smplified oversight, ard proces
control.® The use integrated poductteans seeksd foster teamwvork anong personnel
from different functional aress.'* Furthermore, the DOD ewisions a cambination of

regulation reduction and empowerment that will greatly assist the streamlining%ffort.

Implications of Acquisition Reform

Thesereform principles have a large impact on the acqusition community. Table 1

summarizes some key trends discussed above and in Appendix A.

Table 1. Acquisition Reform Changes

Old Process and Practices New Process and Practices
Functional Stovepipe Integrated Product Teams
Us (Government) versus Them (Industry) Teamwork, More Reliance on Contractor
Military Specifications and Practices Commercial Specifications and Practices
Long Cycle Times Short Cycle Times
Detailed Regulation & Micromanagement Empowerment

Further complicaing matters, the alove ctarges ae taking place n anervironment
of reduced @inding ard downsizing (personnel cuts ard base closures) In addtion, the
acqusition community caries around the baggage 6 troubled piograms, like the C-17,

and $600 dollar hammers.



All of this mears g charges. As Table 1 indicates, the acqusition culture must do
some things foreign to its nature. The culture must build trug (within and outside
government) ard became efficiert by working smarter. It must also release sme control
(manage risk, not eiminate it) by pusing work to the contractor and be more agile and

responsive to a rapidly changing environment.

Status of Acquisition Reform

With sucha kbrge rarsformation at hand, what are the resuks thusfar? As with many
such endeavors, the answer to this question is not clear cut.

The AF has dosenved same positive statistics. Within Air Force Magrial Command
(the AF' s acqusition amm), Reques for Proposal (RFP) page cants have dropped ly
70% ard contract dat equpmert lists are 77%smaller.'® Also, the AF has caeled 68%
of al acqusition pdicies with a caresponding 63%drop in acqusition pdicy page cart.
Under reform, the C-17 program appeas to have overcome its troubled pastard now
estimates a cost avoidance of $17 billion and a faster aircraft delivery scledule.

Howewer, same concem exsts as o the lreadh, depth, ard pace o charge. Also,
there is a gemral consersus hat there is a bng wayto go. Dr Kaminski, Undersecretary
of Defense (Acquisition and Technology), commented that, “There is commitment at the
top, ard the lottom has enbraced he reed or reform—but the middle s not yet
convinced?*® He abo recaynized te reed b increase lte paceof reform ard desgnated
31 May 1996 as a dard down day for the ernire acqustion work force—an
unprecedeted sep. Dr Kaminski dechred, “That daywill be dedicated to increasing our
awaeress @ the acqusition reform initiatives am plaming to accetrate their

implementation.*



Industy leades have also spdken out in favor of acceerating the reform. During an
American Institute for Aeronautics ard Astronauics (AIAA) spaxsared Chief Execuive
Officer (CEO) Panel on acqusition reform, CEOs ndicated the reform movement siill
neededwork. The CEOs sai they obsewved same improvement in the government
oversight process,but that the charge was &volutionary rather than revolutionary.”*’
They also do not seeary charge n the efort to build trust between government ard
indugry and thought that there was gill t oo much paperwork in the RFP process.'® Dr J.
R. Sculley, former Assstart Secretary of the Army for Reseach, Dewvelopmert, ard
Acquisition, and current CEO of Allied Research Corporation, best captures the indudry
mood with this comment: “Acqusition reform has keenthe sulpect of discussin for too
long. Now we need action. But, effective and efficient acquisition will happen only when
thereis greater personal responsibility on the part of dl involved. That would be the most

important contribution to reform, as Dr Kellman noted. Perhaps that’s why many

reformers see a need for cultural change in defefise.”
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Chapter 2

Organizational Change Srategies

Mog manages manage dr yeserday’s conditionsbecaus yegerday is
where they got their experiences and had their successes.

—Professor Theodore Leavitt

Organizatonal charge stategies dfer a nears o help organzatons prepae for the
future, so that leaders do not fall into the trap mentioned by Professor Leavitt. Note,
charge here mears atering the argarizaton’s kesic assumtions. These ag the keliefs,
thoughts, ard feelngs that the organizaion has taken for grarted; they occur at the
unconscious kvel.! Theseassurptions form the basic building blocks o culture. It is the
ultimate aim of most charge stategies b affect basic assurptions for meanngful, long
lasting change.

To facilit ate discussion, the framework laid out by Lewin is used: urnfreezng the
system movement towards a m@w orientaton, ard refreezng new behaviors ard
atitudes® Mary types ¢ charge stategies eist, each with their own unique
characteristics. Howewer, in a gerral serse, most of themfall into Lewin’'s patern. Their
differences @cur mainly with the methods \arious strategists enploy at eachof Lewin's
stages. Common charge nethods that stard out in eachstagewill be examined. Where

applicable, key differences will also be discussed. Note, the srategies presented here take



the paspective of the leader. In other words what can the leader do to facilit ate

organizational change?

Unfreezing

The first step n the clarge pocess $ urfreezng. It involves te craion of
disequilibrium in the system.® Essetially, anyone trying to charge anorgarizaion must
do samething to overcome the inertia arl the argarization's tendercy to maintain the
status quo The keyelenerts in this stageinclude: crisisurgercy, vision, and overcoming

initial resistance.

Crisis/Urgency

Many experts sayan organzaion must first recagnize that they have a significart
problem.” The process usubil starts with the seior leadeship. But to unfreezethe
system eweryone needs o feela sese o urgercy. Initiating chargeis easer if some type
of enmergercy (either internal or exernal to the orgarizaton) exists” If charge B
important, but a crisis doesnot exst, the leadermay wart to consider esgblishing one ©
push abng the charge pocess. The important concept is to make sue the erire

organization has a sense of urgency.

Vision

Researh shows that essblishing a \sion is critical in resdving the crisis.” An
appopriate vision descibes the future ard why pe@le should try to creak that future. In
addtion, it eseblishes drecton for charge anl provides notivation.? Establishing avision

provides another bendfit—psychological safety.’ People often feel threakred by charge.



A solid vison mitigates the threat by showing a pah to resolve disequilibrium felt by

workers. The vision is also the link to the next step, overcoming initial resistance.

Overcoming Initial Resistance

The organization and the people in it will tend to resist change Therefore, the leader
must link the crisis or urgency to goals and ideals important to people. Group members
must develop some sense of ownership to the problem and patential solution a hand.™®
Leaders facilit ate this ownership process through communicating the vision and mobilizing
commitment.

Communicating Vision. Leades nustconsstently ard cantinualy communicaie the
organization’s vison.'* They should use nany types & forums ard ersure the message
does not take an new meanng asit moves through the argarizaton. Kotter points out
that the leadermust commuricate the vision wel.”> Some tips to follow include making
the \Jsion simple, the use ® exanples an metaphors, ard the repetition of key ideas.
Perhaps nost important, the leadershould explain any inconsistencies betweenthe vision
and organizational policies.® Mixed sgrals cafuse emloyees ad sem the messagethat
management has no real commitment to change However, some inconsistencies may
exist for good reason, like laws or resource limitations. If so, senior leadership must
explain the why the inconsistencies exist.

Mobilizing Commitment. To overcome initial resistarce, the leademust get pele
to begin to take some responsibility for the direction of the organization. Communicating
the vision is a big step. However, other means exist to mobilize commitment. Frst, the
leader should manage the transformation pesonaly, not ddegae it to lower level

managers.”* This personal commitment will show the importance of the transition. Still,



the leaderneedsto estblish a dedtated gioup wihin the agarization to provide he
erergy for the charge’® Members d this group must hold positions o power, have
expertise, and hold credibility throughout the organization.*® In the piocess 6 managing
the trarsition, the leaderalso needs © align power ard resourcesin a manner consistent
with the ctarge!” Finaly, making other adusiments suchas clarging work team

composition, and altering relevant management processes should be con8idered.

Movement

Movement involves taking the organization from its present level to the new, desired
level."”® Schein speakof redefining care conceps in the tesic assurmtions in this stage
Human resource methods, educaion, the scpe d the charge, enpowemen, ard
defensive reasming ate citical elerrerts of the novement process. There is a fair anmount
of agreenern on the useof various human resource nmethods am educabn. Onthe aher
hand, charge strategists offer same urnique pegpecives m enpowerment, how large ©
make the sce a charge, ard how to combat deensive reasming. Finaly, strategists

also differ on whether to focus first on changing attitudes or behaviors.

Human Resource Methods

Many strategies ecanmend usng the promotion system sekcion process,reward
system, and the gppraisal system to ingtill change® The tesic idea § to promote ard
reward thingsthat produce he recessar charge. These ag poverful mecharisms. They
help the leader to put the right people, doing the right thing, in the right positiors. A
leadershould use human resource nethods troughout the arganzation. In paticular,

Tichy points out that the appraisal system is key for middle managé&ment.
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Education

As pat of the change process, people may need to develop new kills, mehods of
doing business, ard new concept and though processes. It is not reasmalde to expect
pele to charge T they are ot provided he tols. Providing educabn ard training
helps in this aspect.”® Also, one should not expect20 yeas d habits to charge wih a fve
daytraining class>* Follow up training and help is key. In addition to skill and cognitive
training, Kotter feels atitude training is important.”® Such training @an hdp people better

support change.

Scope of Change

In atempting to charge anorgarizaton, one mght ask whether to try acrossthe-
board, massve charge a to gererate charge Ittle-by-little. There is cetainly a catinuum
betweenthese wo erdpants. Howewer, Kotter assets that short term wins are ciitical to
success?  They provide minforcenert of charge conceps.®’  Additionally, they help
sugtain ard huild suppat.®® Argyris abo adwocates sarting out on small, but important,
problems®® Starting out too large can drown the change process. Initiatives will lo se
steam, and the mantainers of the status quo will have a chance to regroup. One should
obsewne a caubnary note here, howewver. The leadersiould idertify targets ard useshort

term wins to shape the environment for the long term gdals.

Empowerment

Some of the nore recen charge stategies adecate enpowermert.®* In this context,
enmpowermert is removing obstacks, aigning systens with the agarizaton’s vision,

encouraging risk taking, and giving people the responsibility and authority to take action

11



on their ideas’* One wauld rot aubmaticaly think enpowemmert anatsdute necesgiy in
the clarge pocess. Its use wald probady depen on the hkesic assurptions of the
organization and the desired cultural end state.

However, Kotter and Hall contend that mgor changes will not happen without the
help of lots of people. According to Kotter, the best way to obtain this help is to
enmpower the wakers. The leaderenpowers by removing structural barriers, providing
training, ard ersuting workers have the right information. The leadershould ako confront
bosses who urdercut charge®®  These actions will creste an environment where

employees committed to the new vision can help make it happen.

Defensive Reasoning

Onre canuse dlof the almve eknerts, but Argyris canterds that you must sdve the
problem of defensive reasming for successfl charge. He deines defensive reasming as
the “thoughts ard actons used © protect individuak', groups, ard orgarizatons usual
ways of degling with reality.”** Argyris characterizes i by sdt dat ard private inferences
that are rot pubicly testade.® Argyris further states hat defensive reasming is ingrained
in our thought processes. This makes t very difficult to overcome becausefione paty
confronts another paty’s defensve reasoning, both paties tend t© engage in bypass
routines®® Onthe ather hand, more sulile appoactes b deaing with defensive reasming
could fail to address the problem or be perceived as being manipulative.

To overcome defensive reasming, Argyris adwcates usig producive reasaming. He
characterizes productve reasming by the use 6 hard dadg, explicit premses anl

inferences, and pulicly testable conclusions.®” In short, one diplays producive reanin
splays p g

12



by sticking to the facts, dlowing the inquiry of their assumptions and beliefs, and holding

out their conclusions for everyone to check.

Behavior versus Attitude

Most charge stategists agee m ultimately alktering the basic attitudes ard
assurptions of culture; however, same disageenert exsts on whether to focus erergy on
deweloping new attitudesor new behaviors duiing the charge purney. For purposes of
discussion, behavior is defned asthe autward actons ard thoughts of an individual
Attitudes, on the other hand, reflect things we take for granted or are only dimly aware of.
In other words, attitudes occur at the basic assumption level.

In charging an organzaton should the leader atempt to charge atitudes or
behaviors? Schdn argues changing behavior is necessary, but nat sufficient.’® He sates
“some cognitive redefinition of same of the cae conceps in the assurption set needs ©
take pace®® By prescibing the atitude taining, Kotter also recagnizesthe importance of
addessng attitudecharges. How doesone acleve atitude clarge? One acconplishes it
primarily throughthe methods aready discussed. The key point is not to focus solely on
behavior, forgetting the bottom line of altering people’s attitudes.

Hawuvng sad this, most strategies do enphaske lehavioral charge. Ward sag
attempting to change attitude before behavior will fail.*® He bdieves that behavior comes
first for two reasons. First, people will find it less threatening.** Secand, Ward sa the if
the leader links results to new behavior, new aititudewill fo llow and thus lock in the new

behavior and associated resfts.
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Refreezing

The final step n the charge piocess s refreezng; it institutionalizesthe charge. The
godl isto ground new behavior and assumptions in the organization’s culture. In order for
suchtrarsformation to setle in, pegle must see ke link betweennew behaviors ard the
organzatonal success.Critical elenrerts of this stage nclude: grafting the rew cukure
the dd, maintenance d the rew culture, ard ewaluating progress bwards the degied sate.

Additionally, elements of the previous stage continue to apply.

Grafting

Onre canmon thenme anong exetts is linking ard trarsitioning the dd culture to the
new one—qgrafting. More thanlikely, the desied charges ae rot compatble with the old
culture, but not everything is obsdete.®® Therefore, the leaderstould “graft the rew
practices onto the old roots while killing off the inconsistent pietes.”

The leadercan cary out grafting through sewera techiques. Ore nmechansm is
pubicly mourning the old culture. This will let people know that the old way of doing
business served them well, but now it is time to put it to rest.*> A leaderstould ako put
on puldic ceklrations of new modek ard behaviors that suppat the vision.*® People will
receve confirmation of their efforts ard see bw improved peformance is due to new
practces. Finaly, the leadersiould use he jpb sekction process. Hiring ard promoting
people that fit the new mald will solidify change. Of course, the other side of this coin is
deselecing pewmle through ealy retirements ard firing."” Schein dso mentions
promoting sulzultures within the argarization that are in tune with the desied crarge*®

Here, promote means elevating their status by giving them special tasks to accomplish.
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Maintenance and Evaluation

To ersure charge kes oot with the desied resuls, the leadermust evaluat its
progress. Maintenance in paticular is important; the leader must continudly reinforce the
new culture for it to take root.

In addtion to normal managenment maintenance ard evaluation pracices,one should
pay specal attention to information techhologies anl informal organizaion networks.
New information technologies can provide tremendous capability to control the change
process. The gperative ward here is control. Ward says deweloping a good managenent
control system, versus a management information system, will help the leader keep things
on track®® Gathering information from the organization’s informal networks will also help
one ewluate the process’ A leadercan often use hese mtworks t serd ard receve
information faster than the rormal system Also, the leadercansekcively promote these

networks to help with the grafting of the new culture.

Previous Elements and Methods

In the refreezng stage he leadersiould ako continue © usethe methods discussedn
stage tvo: human resaurces, educaion, enpowemmert, ard defensive reasming.
Howewer, if charge sarted increnertally, the scge slould cover the ertire orgarizaion
by the end of stagethree. A good evaluaion system will help guide the leader in making
decsions an how to continue © enploy the almve nethods. As a final pant, Hal also
mentions that the Vision needs pdodic reassessemt.”® Ore stould sep ack anl seefiit

needs refinement. Again, feedback from evaluation will help here.
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Chapter 3

JDAM Case Study

| ak you to join me in that que® break dow the cosly barriersin our
system and ceate a nevacquistion system to povide theiines equipment
for our forces at a cost the nation can afford.

—Dr William Perry
Secretary of Defense

The JDAM system program office SPO) enbraced acquition reform, breaking
down same of the karriers that Dr Perry mentions. Consequetly, the clarge stategies
pursuedby JDAM sewnvedasa practcal compatison to the theary presemed previously. In
orde to develop maximum benefit from this comparison, a basc methodology of
interviewing in dept was used. The spedic resuks o these mterviews (preseried n

Appendix D) form the basis for the case study discussion presented later in this chapter.

Methodology

Organization Selection

Time limitations forced the selection of a sngle case sudy. Therefore, JDAM was
sekcted kecause bits successt implementation of acqusition reform. JDAM was one
of four AF pilot programs paticipating in a Congressionally mandated acquisition reform
test program, winning the AF Acquisition Lightning Bat Award presemed in Decentoer

1995.
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Organization Background

The DAM program office wasformed n 1994. It dewelops affordale, adwerse
weaher, accuete guidarce kits for 1,000 arnl 2000 paind bombs caried a a \eriety of
AF and Navy aircraft.

Acquisition Reform Reailts. JDAM’s resuts with acquisition reform thus far have
been outstanding. They reduced the use of military specifications (see glossary) from 87
to 0. Also, productdewelopment time wascut from 64 nonths to 48 months. Most of all,
JDAM achieved a total program savings of $2.9 bilfion.

Unique Organization Characteristics. Two things make the DAM SPO diferent
from other SPOs. First, as a pilot program, it had to opportunity to obtain relief from
some acqusition rules and regulatons. JDAM did submit some packagedor satutory
ard regulatory relief, but receved nothing to give them ary distinct advantage wer other
AF SPG® The secand urique claracteristic involves having senior DOD level interest in
the program. Being pat of the pilot program offered the SPO visibility at the highest AF
ard DOD acqusition levels. Normally, only the larges SPOs, like the F22 a C-17, have
this kind of vishility. Fnaly, JDAM is relatively small, consisting of only 56 people.
While the AF has aher small SPOs, JDAM’s size des ot compare t© the program

offices that number from the low to middle hundreds.

Data Gathering Method

Little gpensaurce nformation was aailable on how JDAM implemented acqusition
reform. Therefore, interviews with SPO members were conducted.
Sanpling. This sudy used puposive, dratified smples. Certain pele played key

roles in the clarge pocess,necesgsating the reed o interview them Yet, their impact
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varied accading to managenent level, hence the requirement to stratify the sarple. The
purpose of the interviews was to find ou what the SPO did to change itself from a
leadeshp pespecive. This meart taking with keyleades in the orgarization. Howewer,
it was ado important not to underepresen ary level in the arganizaton; eachlevel may
have different perspecives m the charges #king place. Therefore, the sanple was
stratified ly: 1) the seior leades (programard depuy program directors), 2) integrated
product team(IPT) leades, 3) group leades, ard 4) line workers. See Apperdix B for
the JDAM organization chart and the people selected for interviews.

Using ethnographic techniques of a small sample size, but interviewing in depth, 24%

of the SPO were selectédlable 2 summarizes the results.

Table 2. Sample Selections

Organization Level Total Members Interviewed
Program/Deputy Program & 3
Director
IPT/Deputy IPT 5 2
Group Leaders 9 3
Line Workers 41 6

Total 59 14

The headsof the usness ard product developmert IPTs were interviewed due to their

critical positions. Subjects in the lower two tiers were chosen at random.

Interview Technique. A semi-structured interview method was used. This mehod

consists of an interview guide d quesitons ard topics. The semstructured appoach
keeps e quedbning focused,yet provides he freewleelng qualty of an unstructured
interview.® Since here was aly one charce b meetwith eachpeison (again due b time

ard funding congtraints), this method assued consistency anong the interviews ard
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fostered enended espmses atthe sane time. The interview guide (see Apperdix C)
was administered without alteration. It was piloted by udng trial subjects at the division,
brarch chief, ard line worker level at the Hunan Systens Frogram Office, Brooks AFB
Texas. For the actial study, a canbination of telephone am personal interviews were

conducted.

Results

Results of the casestudy are discussed usg Lewin's framewak. See Apperdix D

for a presentation of the data.

Unfreezing

JDAM appled many of the urfreezng ekeners discussed eler. The leadeshp
placed cosideralde enphass on urgercy ard vision. They also enployed several methods
to overcome initial resistance.

The organzaion's sese d urgercy appeaed stong. All respanderts interviewed
felt ahigh sense of urgency. Seven out of ten saw the SPO director as being the generator
of this dtuaion. Howewer, the program director did not discourt outside influerces He
noted that the Depuy Undersecretary of Defense for Acquisition Reform pushed JDAM
as a pilot program.

To help creak this perceved ciisis ard chart a pah for the future, the SPO ako
deweloped a atar, simple vision. They saw heir primary aim assuccesssan acqusition
reform program, with underlying principles of streamlining, best value for the dallar, and
collaboration with the contracior. The laderdeweloped tis vision in concert with all

SPO members, ard it seved as a keymethod to overcome initial resistarce. All
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responderts knew the pupose of the agarnizaton ard its vision. Virtualy the same
degription of the vsion was given by al 14 peple. The SPOacheved this high
knowledge rate by communicating the vison through several methods leadership
emphasis at meetings, one-on-one contact, and public postings.

In addtion to communicating the wsion, the leadeshp enployed seea other
methods to overcome initial resistance. The program drector personaly led the
trarsformation. He removed tradtional, but non-valued addedacqusition pracices n a
pulic manner. This showed people their mission was serious Several people mentioned
the leaderas te “driving force” behind charging the agarnzaton. The leaderalso
delberately placed chrge agets in various wak groups. Yet, this acion was ot
obvious © the wakers; except for the keadernone of the other sulects mentioned the
intentional placenert of charge agets in the SPO. Furthermore, the program director
implemented a edical reorganzaion where government personnel teaned drecty with
competng contraciors. Eleven pele spedicaly mentioned the efect of this
reorgarizaion. It appeaed b charge the government role from obtrusive oversight to
that of facilitator.

Howewer, altering the managenent process was @baldy the largest contributor to
overcoming initial resistarce. Everyone interviewed conmented an three pactices appéd
in JDAM that they did not see appéd (at leastto the sane degee)in other orgarnizatons.
Thesepractces wee removing fear in the argarizaton, seting ard meeing high gaals,
ard always questoning their practices ad those o others. The leadersetout to remove
the fearof making mistakes,ard his eforts seerad © work. A typicalinterview comment

was “If you're not making mistakes you're not trying hard erough” Also, the piogram
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direcior delberately challenged peple by seting “stretch goals” Stretch goals were
stardards ait of reachwith normal effort, but atainalde with deermination, initiative, and
creatvity. Those interviewed &t a keenobligaion to meet these sardards. Finally,
because b the emrmous anount of ingrained procedues and practces involved in
acquigition, the leader indtilled a questioning atitude across the organization. Some
people stated such things as, “Why do we have to do it this way?’ or “Why can’'t we do it

another way?”Always asking the question, “why?” has become a mantra within JDAM.

Movement

Of the various deas peseied for moving anorgarizaion down the path of charge,
the personnel sekcion process,overcoming deensive reasming, ard enpowermmert, were
the nost applcalle to JDAM. Other methods Ike training ard the appaisal systemwere
relevant, but less usail. Moreover, there was dsageenert in the scpe d charge aml
whether to focus first on attitude or behavior.

Overcoming defensive reasming seened to be very important. It is difficult to gauge
the degee d defensive reasming in an orgarnzaion without prolonged obsewation.
Newertheless, JDAM members seened © appl Argyris productve rea®ning. Ten
people commented that they willingly challenged each other’s assumptions am logic.
Also, ten subjects noted that management aways explained the rationale behind senstive
decisions.Only one person said management did not explain decision rationale.

Besides productve rea®ning, the piogram director used the personnel selecion
process. He interviewed people seekng positions in the S?O. His purpose was sekcting
peqle who would fit with his vMsion. The leaderalso released dur or five pegle whom

he thought would promote disruptive actions.
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Empowemert seemed © have a pcsttive effect though agreenert anong those
interviewed was not as stong as n the case burgercy ard vision mentioned eatier.
Elevenout of 14 peple sad enpowermmert was \ery important, ard the seior leadeshp
in paticular felt that pemle needed a sea d “ownershp” in the task they were
accanplishing. Howewer, the implementation of enpowemmert was mt consistent
throughout the orgarizaion. Eight pele felt completely enpowered, ard four said the
enmpowermment praciced n the PO was gmd, but could be improved. Onre person
declined to comment.

These nmor discreparcies in measuing enpowermert appear related more to
deifinition thanresuks. The nost satsfied pegle deined enpowemert as a Yolume” (or
setof boundaiies) where ane was fee b make decsions, ard where they agreed wih the
parameters set by management.” Those not completely satisfied had a different definition
(like freedon from review) or did not have a ckar idea ¢ the boundares of their
enmpowermert volume. Degite these diferences the SPOS succes seens to sugges
that while enmpowermert is necessay, you do not needcomplete agreenert throughout an
organization on the amount applied.

The training and appisal systens appead D be less usail thanthe alwve nethods.
The SPO ued taining; 50% of the responderts judgedit very important. To them the
informal team building type taining accanplished eatier in the program contained the
most benefits. Whereas taining was & same help, four pe@le stated that the appaisal
systemhad a senewhat negatve effect on the clarge pocess. Thiswas lecauselte PO
did not control apprisak direcly; functional organzatons (like emgineeing ard

contracting) outside the SPO conducted final review and approval.
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Resuls caceming the scepe d charge aml whether to focus nitial efforts on
charging atitude o behavior spit along semor managenent lines frogram direcior) ard
lower level managenent lines(IPT leades aml below). Workers saw he reed b charge
ewverything al at once aml focus o peqles’ atiitudesfirst. Senior leadeshp, on the other
hand, saw change concepts being impemented immediately, but results flowing
incremertally. These esuks wauld in turn build upan one arother ard propel the SPO
along the pah of charge. The seior leadeship ako saw teir job as clarging behavior
first; they did not see how one could directly affect attitude Still, attitude change was

their long term goal.

Refreeze

The SPO «till appears to be in the movement stage they have been working on the
charge processfor only three years. Consequetily, they have not placed geat enphass
on overtly anchoring change Still, the SPO employed two methods from the change
strategy discussbn, spreadng successstories am measuing organizaion progress. The
senor leadeshp ako used wo methods fom unfreezng segnert, creaing a serse of
urgency and altering management processes

The aganzaion has made sane effort to spreadthe word on successstories ard
measue their progress bwards acqusition reform. Thirteen pegle mentioned the
continual reinforcenernt of success éped pegple to stay on track. “Successbreeds
success$,was a conmon staterrert. Also, the SPO praciced a quatlative ard quartitative
measuenernt process. Nine pele noted the use b metrics 10 assess pgress bwards
organzatonal goals. The seior leadeship also mentioned qualtative assesserts like

management off-sites and management by walking around In gpplying management by
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walking alound, the drector would physicaly visit different patts of the SPO ad talk with
people to obtain a sense of the organization’'s climate. Furthermore, the program drector
actively solicited “report cards” on his and the SPQO’s performance from workers.

The nost common methods used ¥ JDAM to archor charge, though cane from the
unfreezng segrert. Frst, they continued heir serse d urgercy. Whenthe rew program
direcior cane in, he deiberately tried to re-energize he arganzation. To dothis, he seta
common ereny, arother SPO that competes ndirecly with JDAM on the sane type of
munition. The piogram director told the SPO they must do better than the ereny to
remain in business.

Also, the program direcior continued © challenge he agarizaion with high
stardards—a management process usednitiadly to start the clarge piocess. These
challenges were significart ard well alove what most organzatons would cansider
reasmally attainade. For instarce, the SPO deweloped a gal to cut 15 nonths off their
schedule for obtaining a decsion for Low Rate Initial Production (LRIP). Many program
offices would consider merely meeting their schedule for LRIP a tough goal.

Resuls thus far indicate the SPO’s sekcion ard enployment of charge stategies &
working well, with a small caveat The arganzation has gaie from over 50% resistarce
to changeinitially to most people rating it a less than 25% now. Also, the SPO has been
very successful in terms of the cost and schedule savings mentioned earlier. Still, room for
improvement exists. Two people mentioned the organization reverts back to dd business
pracices @ occason. Ore individual dechred he SO had, “Fallen down on
ingtitutionalizing change”  Furthermore, the resistance to change is not negligible.

Although sewen sad there was wrtualy no resistarce © charge, four put resistarce at
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around 10%to 20% ard one peson sad it was wer 50% Clealty the orgarization does

not speak with the same unanimity here that it did on other issues.

Notes

“Pilot ard Lead Pograms,” 1996,n.p.; on-line, Internet, 3 Decerber 1996, available
from http:/Mww.safag.hq.af.midcqg-refprogs.

’Department of the Air Forcdir Force Acquisition ReforgrApril 1996, 11.

3Lt Col McClerdon, Deput Direcior JDAM System Program Office, interviewed ty
author, 24 December, 1996.

*Russel H. Bemard, Research Methodsin Anthropology (Walnut Creek, CA: Alta
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*JDAM has had two Program Direciors. Mr Terry Little ked the orgarizaion from
the start of the reform proces to January 1996. Mr Oscar Sder took over from Mr Little
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the SPO has wo depuy directors, one AF ard one Naw, sinceit is ajoint program. Only
one of them was interviewed.

®Bernard, 209.

"The term “volume” was mentioned by several of the people interviewed. By volume,
they meant a set of boundaries for an individual's level of empowerment.
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Chapter 4

Recommendations

Americans will always do the rght thingafter havingfirst exhauged all
other alternatives.

—Winston Churchill
A magjor objecive o charge stategies s to awid nonviale alternativesin pursuing
organzational charge aml instead use He carect appoach from the start. Proper
applcaton of thesestrategies requires two types d& recanmendations. The first set of
recanmendaions provides suggesions for organizaions undemgoing charge for
acquisition reform. The second set offers research proposals to fill gaps in the current

study.

Organizational Change Core Competencies

Delineaing a Ist of recanmended clarge stategies wauld misinterpret the resuks o
the cag gudy. While IDAM appled some drategies they did not use ahers. In addtion,
they talored drategies to fit the JDAM dgtuation. For instance, they used urgency to
foster and maintain charge. For the nost patt the nethods aml canceps previously
discussedare a mears to acheve larger goals. But what works in one stuaion may not

work in another.
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Newertheless, in compaiing JDAM pracices wih possble clarge stategies, seweral
required organizational capabilities sand out: urgency, vision, high sandards, teamwork,
and innovation. You will not see a one-to-one correspondence of these capabilit ies with
eachcharge stategy discussedn chapier two. Furthermore, they do not fall discretely
into a paticular element of Lewin's nodel they overap anong the three elenmerts. Nor
should a leader apply these capabilities in some specified order; they complement each
other in a syergistic fashion. Rater, the leaderstould enploy charge strategies as
appopriate to acheve these ive competercies. An orgarizaion mustdo al of themwel,
all of the ime. In stort, they are cae competercies br orgarizaions undergoing charge

for acquisition reform.

Creating Urgency

Organzations must dewlop ard maintain a rmaza shaip edge. Reseath points to
usng urgercy to kick sart the charge pocess. JDAM took it a step further ard usedan
organizational sense of urgency to mantain its focus Creating an outside competitor and

promulgating success stories helped keep JDAM working at its limits.

Communicating Vision

Vision is arother critical itemin charge stategy ard one done well by JDAM. They
deweloped a aar vision ard canmunicated t wel. Everyone interviewed had virtualy
the sane vision desciption, ard this helped ceae a sese d purmose. In taking with

these people one got the sense of dealing with an elite acquisition team.
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Setting and Meeting High Standards

JDAM senor leadeshp delberately sethigh stardards as pdrof this managenent
process.While the reseach does ot spedicaly addess his idea,it had apowerful effect
on the SO. The leadeship not only sethigh goals, but expeced pemle to meetthem
This expectation was mutual workers, too, expeced © meetthe sardards. Ore might
consider enpowemert related to high stardards n that it eraldes pegle to meetthem
Howewer, enpowermernt by itsef is not a cae competercy. While pemle in JDAM
agreed empowemert worked wel, they did not agee o how wel. The leadermust
practce enpowemmert to the level neededto meet organzational goals, but does rot

necessarily mean everyone should feel completely empowered.

Teamwork

JDAM used aype d teanwork where eeryone to worked together for a common
goal, but strongly ard professonally delated the nmears to acheve the gal. They operated
in family atmosphere that embraceddifferencesof opinion. JDAM peisonnel were willin g
to challenge one arother on thoughts ard ideas ad use peeipressue to pushpemle
forward. This inevitably led to disagreements, but lik e families individuds pulled together
when needed. The charge stategies d managing the personnel sekcion processand
usng teambuilding training were only the nmears used @ acheve this competercy; they
are probably not the only methods that will work. JDAM’s mehod of teamwork provides
an interesting caontrast to teans that outwardly work towards a conmon goal, yet

sometimes avoid underlying differences to get the job done
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Constant Innovation

Innovation is one o the eraders to acheving high stardards and developing the level
of teanwork mentioned alove. Its inclusion as a coe competercy may be a reflecion of
the rew thinking required for acqusition reform. Howewer, it appeagd critical to JDAM
success.Their organzational perchant for questoning eerything seved as a miude for
innovative ideas. During the interviews the seror leadeship enphasized te recessly of
“thinking outside he lox.” Onre exanple is the appication of the reorgarizaton. The
type of reorganization used by JDAM may or nat may not work for other SPOs.
Reagarizaton as a charge strategy may not even be a gad idea n many cases. The
important consideration is the lkeaderof JDAM aralyzed hs crcumstarces ad made a

bold, but appropriate move to change the SPO structure.

Recommendations for Further Research

The main contertion of this study is that no fundamertal check ist of strategiesexsts,
but that there are a cetain setof core competercies hat anorgarizaion must possessd
acheve effecive agarizatonal charge. Howewer, this conclusion is based @ the
compatison of one aganzaion with the lterature on organzaional charge. To
determine the validity of this assetion, addtional reseach would need b: 1) study more
organzaions, 2) thoroughy vet proposed canpetercies,ard 3) determine how to acheve
these competencies.

Further reseach would reed b investigaie nore organzaions using statisticaly

sound practices This would include andom sampling and the selecting SPOsof different
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sizesard sttes d orgarizaional maturity. Such methods wauld put a nore defnitive
stamp on any research findings.

Also, the almve investigation should test whether suggesed core competercies hold
true anong various 320s. The framewark may not prove saind, or it may needchamges,
additions, or ddetiors. If the framework is not valid, new studies should provide another
model The acqusition community needs sme guidarce r leades strugging with
reform.

Finally, whether new reseach uses he poposed nodel or adwocaies a Bw one, it
should provide more exanplesof execuion. Agan, aninflexible step-by-step appoachis
probady a ked idea. Howewer, the curent study mentions little an how to promote
innovation or creak a highly functional team Leades reed sme ideas ¢ help them

implement aspects of any proposed organizational change model.
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Chapter 5

Conclusion

Better for mog of usto dart leaming nowhowto cope wh change,to
develop whatever leadeship potential ve have, and to help our
organizations in the transformation process.

—John P. Kotter
Leading Change

This study has recanmended saone core competercies for organzaions undergoing
charge to implement acqusition reform. While the DOD las acheved some succes in
reform, the lreadh, deph, ard pace ® charge have not beenconsistent. Acquisition
reform principlesrequire big chargesin the wayorganzations do business. Initiating ard
fostering such large charge is difficult at the arganzaional level. The siggesed coe
competercies, drawn from a comparson of sewra possble clarge stategies wth
successfl acqusition reform in the JDAVI program office, stould help leades in their
change efforts.

Charge drategies were discussed in terms of Lewin’'s framewark of orgarnizatonal
charge: urfreezng the system movement towards a ®w orientation, ard refreezng new
behaviors aml atitudes. To urfreeze oganzatons, leades cleake a sese d urgercy,
communicate a rew vision, ard use wrious agarzatona amd managenent tools to
overcome initial resistarce. Once they start the piocess,the leadercauses mwvement

through a variety of mears. Human resource mnethods, like promotions ard appaisak,
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reward behavior that promotes change. Training and education provide necessary skills.
Some strategies aso cal for enpowemert ard the use 6 productve reasming to involve
pele in the processard rid them of their personal biases. Fnally, organzatons
institutionalize clarge ly enploying tecmiquesgrouped uder three mgor categaies.
grafting the rew cukure to the dd, maintenance aml ewaluation of the piocess,ard the
continued use of the methods in the movement stage.

JDAM applied some of the drategies presented, but adgpted them to fit their
situaion. Key feauresof the JDAV applcaion included: creaing a sese d urgercy,
communicating a vsion, aktering key managenent processesand atempting to overcome
defensive reasming. They used hese nathods nh a syergistic fashion, cutting acoss al
three sages 6 Lewin's nodel ard tailoring themin ways not addessed ¥ the literature.
To a ksserdegee,they also appled enpowerment, sekctive pesonnel decsions, training,
ard reorganzaton. Inaddtion, they measued their progress bwards heir charge gals.
Howewer, these nethods appeaed D play a sippating role to the keyfeatres mentioned
above.

Based o compaing pcsshle clarge stategies wth the JDAM experierce, a
simplistic appication of a Ist of charge stategies nisses ltie fundanerntal requirement for
charge. A paticular strategy that works in one stuaton may not work in arother.
Howewer, the results of the gudy sugges that there ae overarching care competerciesfor
succesful organizatona charge. Deweloping ard meintaining a €nse o urgercy helps
organzaions keep heir fighting edge. Communicatng a vsion providesthe right focus
for the erergy that resuks from urgercy. Setting ard meeing high stardards ersures the

organzation does not became complacert. Building teans where pe@le disagee, but
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pull together when needed,helps with urgercy ard meeing high sardards Fnaly,
innovation is an important ingredeent for fostering creaive teanwork ard keepng the
organzaton flexible intellectualy. The leadermust combine these conpetercies n a
synergistic fashion and practice them constantly.

Whenasked abut the clallenge d implementing acqusition reform, Dr Perry (former
Secretary of Defense) stated, “Why canl presune that this time the cal for reform will
succeedAVell, the first arswer, of course,is that we camot be sure. It is adaurting task.
To charge n a fundanertal way a sytem as érge as his ard a sgtem which is so

nl

ingrained ater for decades o dewopmert will be difficult. Hopetully, the core
competencies proposed here will provide the leader a framework useful for accanplishing

this imposing task.
Notes

'Robert H. Wiliams, “Dr Perry Urges Radical Surgery for Acquisition,” National
Defenser8, no. 495 (February 1994)2.
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Appendix A

Air Force Lightning Bolt Initiatives

The AF has implemented acqusition reform ard the alove piinciples brgely through
its Lightning Bolt initiatives. The AF has set some pretty drastic goals for sreamlining, to
include: reducng acqusition cycle ime by 50% reducng program office manning (in
same casesiy 5099, ard improving the Requesfor Proposal (RFP) process: Reducing
regulations developing asinge set of condstent pdlicies and the use of training and
suppat teans to ersure programs use fkest budness pracices are also important AF
theme<. The specific Lightning Bolts are listed below.

1. Establish a entralized support Team to greamline all contract solicitations
valued at over $10 million®

The purpose of this team is to institutionalize acquisition reform. Similar teams will
be estblished ateachProductand Logistic Certer to scub sdicitations valuedat between
$100,000 and $10,000000.

2. Create a standing Acquisition Strategy Panel (ASP) composed of senior level
acquisition personnel from SAF/AQ, AFMC, and the users.

The gal of this Lightning Bolt is to promote consistency anong acqusition
strategies, tailored as needed to the specifics of the program under consideration.

3. Develop a new program office manpower modd that uses the tenets
established in the streamlined management of classified programs.

This model is based @ acqusition strategies tat use he piime contractor as he
system integrator ard acheves a eduction in program office sze d at least50 pecert,
including contracted support personnel.

36



4. Cancel all Air Force Materiel Command (AFMC) Center-level acquisition
policies by December 1, 1995.

The Secretariat, Air Staff, and HQ AFMC will be the only agencies authorized to
issue acquaition pdlicies, instructions, or guideines including supplenmerts to the Federa
Acquisition Regulations.

5. Reinventing the Air Force oversight and review process.

The goal is to have a papdess deaion process ad canvene a formal review anly if
there is disageenent within the piogram’'s waking-level Integrated ProcessTeam(IPT).
SAF/AQ will lead the IPT with mambership from the Secretariat, Air Staff, and HQ
AFMC.

6. Enhance the role of past performance in source selections.

HQ AFMC led anlIPT to revise our pdicy on the ug d pas peformance in source
selections so that it is co-equal with technical, management, and cost proposals.

7. Replace acquisition documents with the Single Acquisition Management
Plan (SAMP).

A SAMP will replacenumerous dher documrents suchas acquition plars, program
management plans, and acquisition strategy reports required for milestone reviews.

8. Revie the PRogram Executive Officer and Desgnated Acquidtion
Commande portfolio review to add a ®ction that deals specifically with acquisition
reform.

The program Managers will develop mdrics to track implementation of acquisition
initiatives. Metrics will capture specific reform activities occurring in each program.

9. Enhance our acquisition workforce with a comprehensive education and
training program that integrates acquisition reform initiatives.

HQ AFMC is leadhg an IPT to dewlop a camprehensive formal educaibn ard
training program for the acquisition workforce. This training program will ensure
individuds have the knowledge sKills, abilities, and experience needed to peaform in and
environment of reformed processes with a smaller workforce.

10. Reduce acquisition cycle time by 50%.

Phasel seekgo reduce he time from a \alidated usemrequirement urtil a coitract is
awarded by 50%Phase 2 will attempt to cut down on cycle time after contract award.
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11. Streamline Science and Technology contracting.

Improved bushess processesard lessans leamned in acquisition of weamn systens
will be applied to our science and technology efforts. Common process will become the
standard across all laboratories.

Notes

'AssBtart Secretary of the Air Force (Acquisition), “Air Force Acquisition Lightning
Bolt Initiatives,” 1996, np. on-line, Internet, 3 Decerber 1996, avaiable from
http:/Mww.safaq.hq.af.milcg-ref/bolts/update.html.

’DarleenDruyun, “Acquisition Renaissance A Cultural Charge n Work,” addess to
the American Institute of Aeronautics ard Astronautics 17 Ocbber 1996, n.p.; on-line,
Internet, 3 Decerber 1996, awailable from http://www.safaq.hqg.af.mil/ acq-ref/ std-
dwn/culture.pdf.

*For dl information on the AF Lightning Bolts, see Depatment of the Air Force, Air
Force Acquisition ReforpApril 1996.
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Appendix B

JDAM Organization

The following figures illustrate the JDAM organization. Hgure one shows the basic
organzatonal structure. Figure 2 ndicates he locaion in the arganzation for eachinterview

respondent.
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Figure 1. JDAM Organization Chart
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Program Director
Management Acquisition
Information Deputy Program Director Reform
Systems
- Three people
Projects IPT Business IPT Product IPT
IPT - One person - One person
Level
[ | | | | ]
Group PIP FM S Contracts PRGM CTRL PGM MGT Development Production
Level - One person - One person
- One person - Oneperson - Two people [ 1
Test Logistics
- One person
- One person - One person

*People listed below the Group Level boxesare line workers.

Figure 2. JDAM Interview Selections
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Appendix C

I nterview Guide

1. How did the change process stamphasize:As applies to acquisition reform.
a. Was the change necessary or requiNfg/? (crisis/urgency)
When did it start?
Was resistancencountered?
If resistance was encountered, what percent was encountered by the SPO?
b. Vision (to include goals and objectives)
Do you have a vision statement? (for the SPO)
What is it? When was it accomplished?
If not, does the SPO use any other methods to convey the organization’s
purpose and goals?
What methods have been used to communicate the vision?
What has been the reaction of the SPO to the vision?
Have there been any inconsistencies between the vision and SPO
actions or policies?
If so why? What has been done to explain or resolve the

inconsistencies?
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c. Has the SPO done any of the following to mobilize commitment (give
examples)?
Continuously communicate vision
Building coalitions and networks (altered work team compositions)
Establishing dedcated goupqs) to move out on chamge (Who
participates?)
Distributing resources for alignment with new way of doing business
Reorganization
Altering or establishing key management processes
2. What are the methods you’'ve used ¢ implement ard erergize agarizationa
change?What has worked well'®hat hasn’'t worked well?
a. Has te SO used aw of the following HR nethods: promotion, sekcton,
rewards, appraisal system?
b. Has the SPO done any education and training? What types?
How often does training take place?
Does follow up training (to include on-the-job) occur?
Under what circumstances?
c. How do you feel about the concept of empowerment?
Has SPO use empowerment to help change process?
How?
How do you think empowerment is working out?
d. Consider a cattinuum of making incremertal charges \ersus a ¢t of charge al at

once. Where does the SPO fit on this continuum?
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e. Defensive reasoning
What process is used to make decisions? (at your level of decision making)
When implementing difficult changes or decisions, did any one complain,
show reluctance, or exhibit negative feelings?
How was this handled?
When decisions are made, does management explain them?
Does management ever give orders or taskings without telling why?

f. Inachamgeprocessike the SPO’'s undergone, what comes first, charging atitude
or changing behavior? Behavior is the outward actions or thoughts of an individud.
Attitude represents an individud's inner mast basic assumgptions, primarily existing at
unconscious level.

What path has the SPO taken?

3. Has he SO institutionalized organzatona charge? Pracices, processes,
attitudes firmly ingrained, taken for granted)

a. Grafting: Has SPO done any of the following?

Celebrations
Eulogizing past culture
b. Maintenance and evaluation

Has the SPO done any of the following?

Articulated the connections between new behaviors and organizational success

Spread the word on success stories (oral, written, electronic)

Held meetings to assess progress of change

Made examples, either positive or negative, of certain practices or procedures

Give rewards, promotions, high appraisals based on contributions to organizational ch
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How often is this done?
Under what circumstances?
Has vision been refined since process started?
If not, any plans to?
Does the SPO try to measure change?
What and how?
c. Does SPO make use of the informal organization (networks) to facilitate change?
Describe use
How often is this used?
d. Rating change
Rate the SPO’s cultural change on a percentage basis (100% is complete

transformation)
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Appendix D

Interview Resuts Matri ces

The daa on the following pages show the results of the interviews conduded a the
JDAM program office. The dat is presered in terms of orgarizatona charge methods
and concepts versus management level. Showing the daa in matrix format helps indicate
paterns in charge stategies used 9 JDAM as peple at various kvels in the agarization
viewed them.

The mdrices display the daa from two levels, organizational change and management
level. Each matrix reflects a diferent stage ¢ organzaional charge: unfreezng,
movement, ard refreezng. Within each matrix the cdurms indicaie various clarge
methodsand canceps. They include tens from the interview guide as welas dher ideas
that canme aut during the interviews. Some of these nethods aml comments have levels of
degee, ard sane are yes a no respases. The rows slow the managenent levels in
JDAM (see Appendix B).

Datainclude gble errries ard their ass@iated rotes. Each®X” represems a respase
or comment from a sulpect alout a paticular caegay. Some ertries have notes that
provide urther anplificaion. Note, the rumber of ertries in a caegay may not addup to

the total number of people interviewed; not everyone responded to all areas.
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Table 3. Unfreezing Data Matrix - Part A

Crisis/Urgency

Level Source Resistance Level (%)
Level/# people High Medium Low Internal | External | 75-100 50-74 25-49 5-24 <5
Program XXX 2 XXXP X° x¢
Director/3
IPT Leaders/2 XX X X X
Group XXX XX X X
Leaders/3
Line Workers/6 | XXXXX X XX X X XX XX

X
Table 4. Unfreezing Data Matrix - Part B
Vision Mobilizing Commitment
Knowledge Level Methods Conveyed Inconsistencies Methods
Level/# people High Med Low Meetings Docu- Personal | Posted| Elec- Yes [ No | Explain | Ignore || Vision | Coalitons| Lead | Reorg Alter
mented | Contact tronic Group Mgt
Process
Program XXX ® XX X XX X X X X XXX XX9 XX" XXX
Director/3
IPT Leaders/2 XX XX XX X XX xX' XX X X XX
Group Leaders/d XXX XXX XX X X X X XXX XXX XXX
Line Workers/6 [[ XXXXX X XXXX XXXX XXXX XX X XX XXXX XXX XXXXX
XX XX X

*Deliberately identified canmon ereny (example: Guided Atack Murntion program) in compeition with. Kept serse of
urgency in organization.
SPO direcior adwcated usig JDAM as piot program. Also, same urgercy at OSD level; Depuy Undersecretary of Defense
for Acquisition reform, Colleen Preston, pushed idea of JDAM as pilot program.
‘Tremerdous resistarce ercountered (initially ard curently) from OSD ard other staffs, though serior leadeship is on board.
OSD senior leadership provided “top cover.” for JDAM reform initiatives.
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“Those rating orgarization charge 50%or less pined he agarizaton at leastseweral months after it started its reform efforts in
earnest.
*Broad vision was simple: Successasacaisition reform effort ard trarsformation ertire buying process. However, setslort
term goals (2 years max) for people to chart progrBsesne common principles that came out in interviews:
- Streamline and value added work & processes.
- Best value for dollar.
- Collaboration with contractora true team.

'No inconsistencies on important matters—"have to pick fights.”

9SPO director deliberately picked change agents (“zealots”) and matched them to certain teams within organization.
"SPO direcior used adical reorgarization that closely tied government personnel with two contraciors compeing for JDAM:;
job of government personnel was to help their contractor @ime respondent said SPO was “organized for success.”
- At mgjor point in program (downselect to one caitractor), SPO agan reorgarized b reflect new thinking. For instarce,
instead & being indepemert as usualcontracing was putin the ushess PT to make them a letter pat of the SPO
team.

'SPO direcior creaed rew ervironmert that sigrificartly charged overall managerrent philosophy ard praciices. Virtualy every
person interviewed commented on the following aspects:

- Challenged pegle by seting “stretch’” goals; these gals iewed py both sides)as hgher stardard. People talked of being
challenged directly by SPO Director to “think outside the box.”
- No fearof making mistakes (if you’re not making mistakes, you're not trying hard erough’). Note SPO director receved
support and empowerment from his leadership and highest Office of Secretary of Defense (OSD) levels.
— SPO director setexanple o leadng edge hinking ard seting high stardards. For exanple, he backedard acheved
the deletion of all military specificationg.his sent a message to the SPO that the reform initiative was serious.

- Mantra of SPO was b challenge he satus quoby always asking why? Why do we need to do it this way? What is the
value added? EtdEverything is challenged.
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Table 5. Movement Data Matrix - Part A

HR Methods Education & Training
Types Used Types Amount/Importance Recurring
Level/# Promo-| Selection| Rewards| Appraisals| Informal | Formal | High | Medium Low Initially | Currently
people tion
Program XXXP x* XXX ¢ XX® X X XX X
Director/3
IPT x2 XX X° x2 XX XX X X
Leaders/2
Group XXX X2 XX XX XX X XX XX'
Leaders/3
Line XXXX x2 XXXX XXXX | XXXX XXXXX | XXXXX
Workers/6 XX X X'
Table 6. Movement Data Matrix - Part B
Empowerment Scope of Change Defensive Reasoning Attitude & Behavior
Importance How Well Doing Pace Challenging Each Other Decisions Which Comes First?
Explained

Level/# High Med Low | Excellent Good Average [ Poor || Incre- Middle All at High Med Low Yes No Attitude Behavior
people mental Once
Program XX9 X X! XX! X X XXX
Director/3
IPT XX X X' X XX* XX XX X
Leaders/2
Group XXX XX X' X XXX XXX XX X
Leaders/3
Line XXX XXXX " X XXXX XXX XXX X XXXXX
Workers/6 X XX X X

*Appraisal & promotion system seened D work aganst SPO. SPO had input, but final decsions made by functional chain
(engineering, contracting, etc.) outside of SPO.
®SPO diecor pumposdy “fired” 4 a 5 pegle who were disruptive influerces He also picked pele for key positions ard
interviewed people for SPO job openings.
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‘Had small orgarizaton rewards. Also atempted to obtain “pay for performance” where eachenployee eceves cetan
percertage d cost savngs. This idea di not come to fruition ard it “let the wind out of the salis of some pemle.”
However:

- Organization still vigorously setting challenges and high standards.
- Most people (5/7) seemed to think “pay for performance” no longer an issue—not really expect it in first place.

YUsed team building, off-sites; contractors were included.

®Used formal courses like Motorola’s “Six Sigma Training.”

"raining is till done, but now it is at adecreased level. Also, informal training continues (lik e team building), but trend appeas
to be towards formal training in functional areas (like engineering, contracting, etc.).

9SPO director sad “must have enpowermmert.” People must have “serse d ownership.” SPO director felt enpowered by his
chain of commandIdea of “top cover” resurfaced in several interviews.

_h\NhiIe some empowerment results were mixed (see note i), others felt completely empowered.

'Some SPO surveys indicated mixed results on level of empowerment in organization. Senior leadership felt this was more
meatter of peispecive. In other words, what is one’s defition of enpowermmert. Some suljects also commented on this
issue.

- One subject declined to comment on empowerment and its implementation.

'SPO director instituted charge plilosgohy aciossthe-board initially. Howewer, charge was ricrenmerta from a pesonal ard
resulks level. As SPO experierced successhe piocess gew rapidly; more “passve” pe@le got on board ard the pcsitive
results accelerated.

“Willin gness to challenge each others assumptions arl logic sbod out in interviews. This agees wih the SO’s gererd
practice of asking “why?.”

'Must work on attitude and behavior at the same time.

Table 7. Refreezing Data Matrix - Part A

Grafting Maintenance & Evaluation
Celebrations Eulogy Methods

Level/# High Med Low Yes No Stories Qualitative | Quantitativ HR Training | Vision/ | Networks| Other
people Measures | e Measures| Methods Goals | (People)
Program X XX XXP X X' X'X9X"
Director/3

IPT X2 XX XX© XX® X' XX9
Leaders/2
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Group XXX © X X! XX9
Leaders/3 _
Line X XXXXXX XXXXX X'XXX
Workers/6 XX9
Table 8. Refreezing Data Matrix - Part B
Current Assessment
Resistance Level
Level/# people 75-100 50-74 25-49 5-24 <5
Program Director/3 XK X
IPT Leaders/2 X
Group Leaders/3 X XX
Line Workers/6 XX XXXX

Workers “take pride” in accomplishmentRealize they are viewed by many outside organizations as special.

- Informal meetings also held to assess organization’s progress.

SPO direcior assessesrgarization through managenent by waking aound. Also holds cbsed dar quatery meeings where
he asks individuals to provide a report card on him and the SPO.

°SPO holds offsites at various levels and times to assess organization’s progress towards goals.

9SPO has conduded surveys on organizational concerns and climate. It aso uses metrics to regularly check progress towards
acquisition reform goals.

°A number of people commented on “success breeding success.”

'Broad vision has not changed substantially, but subgoals have changed to keep pace with maturity of the program.

9SPO continualy challenges tsef at al levels (orgarizaion, small group, personal) by seting high goals. Thesehigh goals
reinforce innovation & acquisition reform principles—they’re needed to meet the goadent in nearly every subject.

- Higher level staffs (AFMC, OSD) continue © requestthe SPO use ¢d ways of doing busihness. The IPT leades view this
as animpedment ard wase d resources. Workers atthe lower levels, though seened © take theseroad blocks asa
challenge.

"Both former and current SPO director talked about the need for continuity and consistency.
'Respondents thought organization had fdlen down somewhat on institutionalizing change.  When pressure mourts, some
individuals tend to slip back to old waySaid executing program versus acquisition reform has become primary goal.
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- Most other people interviewed gill saw being a leader in acquisition reform as a fundamental goal and were motivated by
_ this goal.
'Peer pressure from key people.
“Felt resistance higher now because program is past some key hurdles and views itself now as in “execution mode.”
*Final Note: Most peqle did not see a déberate atempt to archor charge. Several pointed out that the pesonnel sekction
process ensured change from the beginning and that the organization was “designed for success.”
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Glossary

AF Air Force

AFMC Air Force Materiel Command

AlIAA American Institute of Aeronautics and Astronautics
CEO Chief Executive Officer

DOD Department of Defense

FMS Foreign Military Sales

HQ Head Quarters

HR Human Resources

IPT Integrated Product Team

JDAM Joint Direct Attack Munition

LRIP Low Rate Initial Production

PGM MGT Program Management

PRGM CTRL Program Control

RFP Request for Proposal

SAF/AQ Undersecretary of the Air Force for Acquisition
SPO System Program Office

Desgnated Acquidtion Commander. Individualwho pefforms the same functions as
the program execuive officer (PEO) on programs that are rot assgned © a FEO,
primarily the commanders of produd centers. For acquisition program ectivities,
DACs, like PEOs, are accountable to the Air Force acquisition executive.

Low Rate Initial Production. Produdng the minimum quantities necessary to provide
producion configured a represemetive articles br operational test, eseblish an
initial production base br the system ard pemit anordetly increasen the producion
rate for the system.
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Integrated Roduct Team. Teans canposed d represemetives from al appiopriate
functional discplines waking together with a TeamLeaderto build successi ard
balancedprograms, idertify and resdve issuesard meke saind ard timely decsions.
The pupose of IPTs is to make teamdecsions based on timely input from the ertire
team, including customers and suppliers.

Military Specifications. Documented requirements for materials, produds, or services
to be developed for the military.

Program Director. Program manager vested with full authority, responsbility, and
resourcesto execue an appoved acqusition program on behalf of the Air Force.
For acqustition related matters, the Program Director is accaintable t the program
execuive officer or the degynated acqusition commander. Also caled System
Program Director.

Program Executive Officer. Corporate gperating official who supevises a pafolio of
misson-related acqusition caegay | ard seecied pograms. The PEO is
accountable to the Air Force acquisition executive.

Program Office. See System Program Office

Reques for Proposal. Formal vehicle by which the government describes requirements
for goods or services and solicits proposals to fulfill requirements.

Sydem Program Office. The integrated AFMC orgarizaion respansible for cradle-to-
grave military system management.
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